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Meet the authors


Leadership is about: where you want to get to; knowing what it will take to get there; and, who you want to follow you. In fact John and I pondered long and hard about calling this book ‘followership’, as having followers is the essence of leadership.


Good leaders have clear outcomes; notice what is going on in the people and the world they want to influence; progress with flexibility when things don’t go to plan; and build and keep relationships.


Of course an alternative is that you can lead by force or by ultimate position power where your say-so does not have to get other’s buy in – when followers do it or else! This book is NOT about that. This book is about YOU. You as a leader. We want to give you a whole host of thoughts, approaches, tools and stories of how others have resolved the sorts of issues and dilemmas you will face. This book can help you tune yourself to be a better leader than you ever thought possible.


Catherine: As Managing Director of Fields of Learning I have trained and coached leaders, managers and emerging leaders to face today’s leadership challenges in the United Kingdom and Australia. I have myself led and managed teams, projects and companies for over 30 years in the public and private sectors. I have written three books, write articles and leadership manuals, as well as undertaking speaking engagements and am a visiting lecturer at the University of Ulster.


Fields of Learning has trained thousands of leaders and rising stars to use the types of techniques described in this book. I am an experiential trainer encouraging people to put into practice what they learn and thus learn what works. I believe that the power to lead is an internal force in people not an external factor.


I have been coaching leaders for more than 12 years, running courses in Leadership with Integrity and Coaching Mastery, amongst others. I am a Neuro Linguistic Programming (NLP) Practitioner, Master Practitioner and Trainer Trainer


John: I have lectured and consulted in a university for 25 years, currently as Senior Lecturer in Organizational Behaviour at the University of Ulster at Jordanstown. I teach leadership on postgraduate programmes such as the MBA and I am also Course Director of the MSc in Management and Corporate Governance. Like Catherine, I have published three books and written more than 25 articles which have been published in academic journals. I also present to conferences on leadership.


Before becoming a lecturer, I was a senior manager in a manufacturing company, and also a Principal in the Civil Service. I have consulted with over 40 private and public organizations nationally and internationally. My focus is now on how to help others be more effective in recognizing that individual choice is at the heart of the individual change that leads to organizational change.


I bring over 30 years of organizational experience to my coaching. A recent development is recognition as a trained coach on an Association of Coaching approved Coaching Mastery programme to add to the Practitioner, Master Practitioner and Trainer qualifications in NLP.


We would be happy to respond to queries and you can contact us by email at catherine.doherty@fieldsoflearning.com and je.thompson@ulster.ac.uk.


Finally, we would like to thank our families, associates, clients and friends for their assistance and for being a rich source of wonderful leadership stories.


Catherine Doherty and John Thompson





1: Only got a minute?



Being the best leader you can be?


If you wish to develop your leadership skills you should first check whether you believe you can do it. Answer these questions to check:


 




	Leaders are born, not made: true or false?


	Leadership training has no impact: true or false?


	I want to change but know I cannot do it: true or false?





If you answered false to all these questions, this is the book for you. We will give you the tools and techniques proven to create successful leaders. A 2009 review of leadership research in the Annual Review of Psychology showed that:


 




	70 per cent of variation in leadership style and emergence was due to individuals’ development, with 30 per cent due to heritability;


	
investment in leadership development, even less than one day’s worth, led to a 66 per cent chance of a positive outcome, double that of a comparison group.





And perhaps it’s only 66 per cent because you need to be motivated to learn and change in order to change your leadership effectiveness.


So let’s take the first step. What do you want to be as a leader? Imagine what you:


 




	see as you are being successful


	hear as you are being successful


	feel as you are being successful.





When you are clear about what you will see, hear and feel we are sure you will sense it is all possible. Creating this compelling representation of what you want to achieve is motivating.


Now imagine what will stop you: time, skills, opportunity, fear. As you focus on these aspects notice how your good feelings from above are vanishing and success is becoming more distant. Your motivation may also disappear.


You have experienced a key to successful leadership, creating positive outcomes rather than listing what can go wrong. And as you have affected yourself, consider how you must affect others if you lead by listing what can go wrong. In this book you will learn how to better set those positive outcomes with ease and elegance.


And do you even notice what effect your leadership interventions have? Have you the awareness to notice when you have succeeded or are heading for failure. If you increase your awareness you will notice the things that make the difference.


You need also to develop greater flexibility in your behaviour. The reason why is best summarized in a presupposition of leadership. If you always do what you have always done you’ll always get what you’ve always got. Do you really want to keep doing that which gets the results you don’t want?


And you need to have rapport with those you wish to lead. You have rapport when they respond to your leads. If you do not have rapport they won’t shift, sometimes even if you think you have a big stick.


And the final question, are you curious? Are you curious enough to want to change how you are and behave and to learn the lessons from other successful leaders? If you are then this book will help lead you to the beliefs, capabilities and skills so you can be that leader you wish to be.


Enjoy the journey. We have enjoyed it.





5: Only got five minutes?



The changing role of the leader


Many of your views of leadership have been informed by reading about and observing leaders. These leaders are often white male businessmen and, because there is more published material, they are generally North American. You may think of Jack Welsh, Henry Ford and Rudy Gulliano. But their ways are not always correct for the world in which we now live.


The leadership of today looks not only at the heroic leader but at followers, colleagues, middle management and supervisors, different work settings and cultures and includes a wider range of individuals representing public, private, voluntary, third sector, not for profit organisations and increasingly from different countries. What will we learn from the People’s Republic of China which became the second largest economy in the world in 2010?


The leader that you will become will have to deal with an ever-changing world. If you believe that it is sufficient to decide on your plan and doggedly and with great skill go for the plan, you will be disappointed. Leadership now is not about plans; it is about dealing with changing ideas, creating new options, constantly altering how you wish to go forward. If this list sounds daunting it is because leadership is not an easy ride. You will not become that success without wanting to change and extend your own development and in this book we explore how to develop those beliefs, capabilities and skills that will make you the leader you can be.


You need to be able to be:


 




	A relationship builder


	Calm in the face of challenge


	Creative


	The best you can be every day


	Strong in your values


	Acute in your decision making


	Aware of your strengths and weaknesses


	Understanding of how you make sense of the world.





And in being so you will become that leadership contagion, that leadership virus that will inspire and move all around you. You will be able to be a leader in any context. You will be seen as an authentic leader.


And you can learn from the stories of the many leaders that we meet and observe in all walks of life. Some are well known and that allows you to know the context. Others are not and are an inspiration to us. You can learn from:


 




	Robert who achieved more than he could imagine on a sales trip to Singapore by building rapport and being clear on his objectives.


	Nelson Mandela who inspired a country in his inauguration speech.


	Ernest Shackleton, the Antarctic explorer, who showed great flexibility in his leadership to save his men.


	Christabel Pankhurst who recognized what was possible and what was not to set her achievable outcomes.


	Winston Churchill whose clear beliefs led to his success.


	Rick and Jane whose actions in the face of a tsunami and earthquakes demonstrate the key building blocks of leadership.


	David McAllister from the Australia Ballet company who got the best from people through his awareness of how those he influenced would react.


	
Lucy who gave a great presentation and overcame presentation nerves and learned from Dennis Lillee, who could anchor his success.


	Ken who stopped using those words that stopped others.





Each of these stories is explored in the book, and it is where you can learn how to change your leadership. You will be given practical ‘how to do’ steps, and exercises to practise those steps. And you can turn to that learning if what you are doing ceases to work. First you need to create your story of where you want to be. With that in mind what you need to do becomes clearer. So to decide what you need to do you need to create that story.


Imagine yourself achieving your current leadership challenge. What is it you see in your mind’s eye? What will you be able to see that indicates you have been successful; what will represent the completion of this challenge to you? What will you hear when you are successful; what is it that others will say when your outcome has been achieved? What will be the sound of success? And, perhaps most importantly, how will it feel to have achieved this leadership challenge? What emotions do you want to experience and what will be the shared emotion of this success?


By creating a positive representation of what you want to achieve you arm yourself with the ability to describe this to others. You can make sense of it and have others engage in the idea. It is important to focus on what you do want. There is a great saying ‘Energy flows where the attention goes’. You can literally invest your energy in succeeding or you can focus on and invest in what might go wrong.


The trouble is that the things that might go wrong often crowd your thinking; things that affect your ability to set compelling outcomes for yourself and others, stop you noticing what you need to notice, reduce your flexibility and stop you building the relationships and rapport you need. These are in the stages you have read in the one-minute summary:


 



WAYS TO SUCCEED


Setting outcomes


 




	Fear of failure


	Not being clear about what you are trying to achieve


	Having a vague concept that you can’t explain


	Talking about what you don’t want or what you fear will go wrong.





Being aware


 




	Failure to notice things happening around you


	Not picking up on vital signs or being out of the loop


	Not noticing when others have signed up to what you are doing


	Imagining conspiracy is at work and not being able to see beyond it.





Flexibility


 




	Not believing things will work


	Getting stuck in a bad state and not being able to change your outlook


	Not being able to adjust when your ideas and plans don’t work


	Not asking for or being able to take feedback


	Not responding when you do get feedback.





Building rapport


 




	An inability to develop relationships that are robust in adversity


	People not connecting to your ideas


	A lack of connection with others


	Feeling alone and isolated.





Some of these things that stop you may be in one or more categories. If you can’t get over the sort of things on the above lists you are unlikely to succeed.


There is a ceaseless hunt for the secret of leadership success and as you gaze around the bookshelves you will see many books that claim to give the secret. So what is different about this book?


This book gives you techniques for overcoming all these things and for getting you back on track to achieve your outcomes. Not only will you arm yourself with leadership tools that you can apply in any situation, you will have the models to be able to teach others. You can create a leadership collective around you and encourage teams, partners and emerging leaders to work with you.


By developing your self-awareness and then addressing what needs to change you can stay alive and in tune as a leader. By developing your leadership capacity to be agile, congruent and to act with flexibility and motivation you can achieve almost anything you put your mind to.


Imagine now that you have all these attributes and that you have addressed any shortcomings by working through this book. Write below what is possible and what you want others to see and hear from you and experience of you as a leader.
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Now you have decided where you want to be, start to make that journey.


And remember that ‘the longest journey begins with a single step’ (attributed to Lao-Tzu, founder of Taoism).





1



Everybody can be, and everybody is, a leader


In this chapter we will consider how to:




	acknowledge your potential to grow to be the leader you desire to be


	explore how you want to be viewed as a leader


	listen to what others said about a noted leader





Introduction


 


‘Personally, I’m always ready to learn although I do not always like being taught.’


Winston Churchill


Wouldn’t it be fantastic to be able to learn in a way that suits you and be able to apply that learning immediately, to practical benefit and to understand why what you then do enables you to lead with effectiveness and impact?


 


‘Leadership is something that can be learned by anyone, taught to everyone, denied to no-one.’


Bennis and Nanus from Leaders: Strategies for Taking Charge


A manager asked his mentor ‘What do I have to do to be a better leader?’ The mentor replied: ‘It is not the doing, it is the being that counts.’ So how does one be a better leader? Everyone has within them the ability to lead. This book aims to unlock some of the most successful techniques used by leaders to help you go beyond even what you dreamt you could be.


The attributes of leaders are not in a formula. We do not have a little list of things to do to be a great leader. What we do have is a series of techniques that will unlock in you the qualities that you already have to lead, and which will introduce you to the experience of other key leadership behaviours that you can develop.


Leadership is not a thing. You cannot pick it up, fill a wheelbarrow with it, or buy it.





Insight


Leadership is the ability to lead; the ability to generate ideas, communicate them and create the belief in followers that the idea or mission is worthwhile.





Leaders are all around us. Some leaders have a title – Prime Minister, President, Chief Executive, Principal, Conductor, Captain, Mother. Some demonstrate leadership over a long period of time – matriarch, founder of the family business, political idealist, general, head of nursing.


Some show leadership in the moment and we sometimes call them heroes, as they seem to take charge of impossible situations and lead people through them – the nursery teacher who led her children to safety in the face of a knife attack, or the passenger in a capsizing ferry who convinced others to join him to create a human bridge over which many could scramble to a place of rescue.


Leadership is not a function of age. There is not an age at which you become old enough to lead. Children can lead and do it with unconscious ease. They have ideas, they tell their friends about the idea and their friends want to do it, and will undertake extraordinary feats to be part of the leading child’s adventure.





Insight


The qualities that make followers want to support the leader are not the same in every circumstance. There is no secret list to be shared. The secrets to our potential are inside us.





This book will tell you how to unlock your own ability to lead.


 


JUST BECAUSE SOMEONE IS A LEADER IT DOESN’T MEAN THEY ARE A NICE PERSON


We can think of leaders who may have created following but we perceived their mission or outcome was flawed: Saddam Hussein, Jim Jones and his People’s Temple where he led 900 followers to commit mass suicide and President Mugabe of Zimbabwe. This book gives us ways of cross-referencing our own missions, identities, beliefs and values, which in turn influence the skills and capabilities and individual behaviour as well as the environments in which we choose to lead. Leaders need valuable ways of eliciting feedback from others to ensure they harvest the perspectives of critical friends and not just the adoration of submissive or intimidated followers. Many flawed leaders on the world stage did not have critical feedback, and were viewed by followers as demi-gods. Hitler had no one to provide feedback, whereas many who succeeded did – Shackleton had Wild, Nixon had Kissinger, and Queen Victoria had Prince Albert. Blair had Mandelson and for Obama it is perhaps his chief of staff, Rahm Emanuel.


How are you leading now?


It may be that you are not leading in the way that you want to lead. You may not be achieving the outcomes that are important to you. Then again, you may disagree and feel that your leadership meets the needs of the moment.


If you keep leading in the way that you currently do the useful patterns, and the less useful patterns, are likely to continue to occur. The outcomes you keep arriving at may or may not be where you want to be.


 


‘None of us knows what the next change is going to be, what unexpected opportunities are just around the corner, waiting a few months or a few years to change all the tenor of our lives.’


Kathleen Norris


In working through this book you will unlock secrets of motivation, flexibility and creating choices that make for excellence in leadership and that allow us to continue to achieve results in different circumstances. We do this by tuning the skills and awareness inside ourselves rather than practising leadership according to a set of predetermined behaviours. Leadership is about being, not about doing.


As you read on you will be helped to recognize the genius, power and magic in yourself and take yourself beyond your current expectations of what you can achieve as a leader.





Insight


Leadership requires boldness, clarity and focus. We don’t know of anyone who has been successful when they are timid, vague and all over the place – although we have heard many followers describe their so-called leaders in such terms!





The book explores leading with the help of some voices of leaders who have been remarkable and voices of people who are just like us. You will learn techniques, hear stories and recognize styles of leadership that can give insight, confidence and new skills to enable you as a leader to be your best, to lead in a way that is right for you and for those you seek to lead.


Your path to success as a leader is laid out in this book. You can be your best. Each step will enable you to:


 




	know what ‘the right’ leadership is like for you


	focus on what you really want to achieve


	focus on knowing yourself better than you ever have and know that you can prepare to lead in the way you want to


	influence and relate with others


	create the balance you need in your life to lead and remain the person you want to be.








Insight


‘Our deepest fear is not that we are inadequate. Our deepest fear is that we are powerful beyond measure. It is our light, not our darkness that frightens us.’





The voice of Nelson Mandela at his inauguration speech as President in 1994 gives a moment of great inspiration by quoting the words of Marianne Williamson.


 


‘Our deepest fear is not that we are inadequate. Our deepest fear is that we are powerful beyond measure.


 


It is our light, not our darkness that frightens us.


 


We ask ourselves, “Who am I to be brilliant, gorgeous, talented and fabulous?” Actually, who are you not to be? You are a child of God. Your playing small doesn’t serve the world.


 


There is nothing enlightened about shrinking so that other people won’t feel insecure around you.


 


We were born to make manifest the glory of God that is within us. It is not just in some of us, it is in everyone.


 


And as we let our own light shine, we unconsciously give other people permission to do the same.


 


As we are liberated from our fear, our presence automatically liberates others.’





Insight


Fear is often born out of uncertainty. How certain are you of what works and what doesn’t work in your leadership? The clearer YOU can get, the less fearful you will be and the more convinced followers are likely to be.





Let the journey begin


Your first step to be the leader you want to be, is to come on a journey into the future. When you see how much you can achieve you can begin to head for that place. If you don’t know where you are going you may end up somewhere else. In Alice in Wonderland. the Cat makes this point to Alice. Alice asks, ‘Would you tell me please, which way I am to go from here?’ ‘That depends a great deal on where you want to get to,’ said the Cat. ‘I don’t much care where …’ said Alice. ‘Then it doesn’t matter which way you go,’ said the Cat. ‘So long as I get SOMEWHERE,’ Alice added as an explanation. ‘Oh, you’re sure to do that,’ said the Cat, ‘if you only walk long enough.’


So where do you want to be as a leader? You can look into the future and make these choices. Imagine you are Ann, a leader who is saying goodbye to her team of the last ten years. You are a fly on the wall and you can hear all that people are saying about Ann. You look down and you see all the people at the event. You notice how they are interacting with each other and you hear what they are saying about the woman as a leader …


‘She was great but she never really achieved what she was capable of …’


‘She did a great job and yet there was something more that I believed she could have done …’


‘I have no idea if she believed in me and my abilities …’


‘She once talked about her dream and then she got so busy doing things that I never really found out what that dream was … Maybe she can achieve it in her next job.’


‘I liked her and yet I never felt I knew her.’


If Ann, who is at the point of completing her leadership of this task was listening it is likely that she has not heard the words from others that she would like to have heard used to describe her as a leader. Such an experience of eavesdropping would inevitably leave her (or any of us) disappointed. She would much rather have heard them saying things like:


‘She allowed me to connect with her ideas and then really play my part in my way …’


‘She inspired me to believe that I was capable of more than I realized and gave me the confidence to do that …’


‘Her inspirational ideas and belief in the outcome she wanted to achieve were so compelling we all got behind her …’


‘Change and new ideas never phased her … she always had a clear picture of what we could achieve …’


‘She was great!’


Albert Einstein proposed, ‘Imagination is more important than knowledge’. We can use this ability to imagine or foresee a situation before we commit others and ourselves to it. Einstein went on to say ‘When I examine myself and my methods of thought, I come to the conclusion that the gift of fantasy has meant more to me than my talent for absorbing positive knowledge.’





Insight


‘Imagination is more important than knowledge’. We can use this ability to imagine or foresee a situation before we commit others and ourselves to it. This detailed imagining, or visioning and rehearsing, is one of the key ways to bring clarity to our ideas. Imagining is a key skill for leaders.





You will already know of many leading sportsmen or women who use future thinking and visualization of what they want to achieve as a major part of their preparation. Sally Gunnell, an Olympic Hurdle Champion, describes how she would visualize running her race hundreds of times a day in the months leading to her next race. This everyday technique of using your imagination to explore ideas, outcomes and scenarios is a powerful way to test them before you embark on them.





Exercise


Leave things as they are


Imagine now that you change nothing about your current leadership and that this is your finishing party, and you are the fly on the wall. You will know how far into the future represents the place where this event will take place. What will people be saying about you? You may also want to listen to your own voice projecting its judgement on you too. As you listen to all these voices now you may also be formalizing your excuses for not achieving your potential.


This part of the exercise can give you a ‘wake up call’ and help you to realize that what you are doing now may or may not be getting you the results that you want and if you had the opportunity in the future to re-run your past actions you could take some different steps.


Create the future you want to see


Now go to that same point in the future. This time you arrive there and the experience and achievements you have had in between now and this future point have been fantastic – what you really want. Everything has turned out well. What will people now be saying about you and the way you led them? What will they say about your sense of purpose, the vision you projected for them to see? What are the beliefs that you held, and the skilful and capable ways that you led them? What sort of environment did you create for them to succeed? This scenario is your dream come true.


Like Sally Gunnell, imagine it in some detail to make it even more real. Notice what you see around you, who will be there, how they will be standing and milling about with others. Notice even how the venue, the food and the ambience are exactly what you would like.


Hear now the pitch of the conversations, the tone of voice people have as they discuss with others the difference that you made to them and the projects they worked on. Hear the words they use to describe you and the ring of truth that is in them as they really mean what they say about the things you did. This is not an exercise in delusionary thinking – it is an exercise to see what it will take from you to get the comments you want from others.


As you see and hear all this, experience how it feels to know that you have achieved what you wanted, what you really wanted and then even a little bit more. Enjoy the sense of pride and confidence telling you that you have done an exceptional job and it is recognized. Enjoy the moment, as it represents real achievement of your goal.


So as you harvest the comments you can hear being made from your fly-on-the-wall perspective, you can also begin to imagine the types of steps you will need to take to achieve this wonderful experience that you have just had of people valuing you as a leader.





What you have done in this exercise is to step into experiencing your achievement of your goals. From this you look back at and recognize the things that you need to do to ensure that you have the sort of success that you want. The sort that will have you feeling the best you can about yourself, knowing that you have met your own goals and criteria for success. You can make it happen right now.


Make a note of those steps now. As you work through this book, it may be useful to have a notebook handy to use for the exercises and to jot down points.


You will now know that there are things you want to develop about your leadership. Be a Better Leader is like a critical and supportive friend helping you, giving you advice, tips and feedback that will make you the leader you want to be, the leader you are capable of being.


This book will show you how others have learned to become great leaders and will give you the techniques to break through the barriers that can hold you back. Once the barriers are removed you can learn the techniques that will propel you forward.


Throughout the book you will hear from other leaders using the idea of ‘voices’. After each ‘voice’, you will join in an analysis of what has been said: you will see how the idea applies to one of the techniques for improving your learning and leadership, then have the opportunity to do an exercise to get a feel for things for yourself. In each chapter we will tell you what the chapter has in store for you, and at the end we summarize the key success points and give you ten questions to check what you have learnt.


Now that you know what treasures the book holds for you, let us introduce you to Sir Ernest Shackleton, the Antarctic explorer, as an example of what great leaders do. We will explore his different styles of leadership in Chapter 2.


Margaret Morrell and Stephanie Capparell in their book Shackleton’s Way describe Shackleton ‘as the greatest leader on God’s earth bar none’ for saving the lives of 27 men stranded with him on an Antarctic ice floe for almost two years. Yet they pose the paradox that he failed to reach every goal he ever set. He failed to reach the South Pole in 1902 with Scott. In 1907 he turned back 97 miles from the Pole. On his expedition to cross the South Pole, in 1914, Shackleton and his men were wrecked when their ship was crushed by ice. Shackleton did not even technically reach Antarctica on this expedition. Yet his success was that the entire crew survived despite being stranded 1,200 miles from civilization and without communication. They survived on penguin, seals and finally their husky dogs. When the ice began to break up they dragged three rowing boats across the ice floes for five months. When the floes began to break up they sailed and rowed 60 miles and found Elephant Island and made camp. Shackleton then set out with five men and endured 17 days of storms as they got back to South Georgia only to be wrecked on the opposite side of the island to the civilization of the whaling station.


He was then faced with crossing the uncharted mountains to arrive at the station and when he arrived he had to plan how to charter a boat to return to Elephant Island to pick up his stranded men. After several failed attempts he made it and collected them all alive and well.


So, as we explore the lessons from Shackleton and other leaders, enjoy the discovery for you that this book holds, the discovery that lies within you. Just applying one quarter of the techniques and ideas within the book will stretch your mind, and your perceptions, and a mind once stretched never returns to its previous shape.


Learning for leadership success


 




	You have considered yourself as being a leader.


	You know what others will value in you.


	You have begun to imagine what you need to do in order to achieve your leadership outcomes.


	You have heard of the impact that Sir Ernest Shackleton had on those who followed him.








Reflections on a leader


From those who knew Shackleton.


 


‘His method of discipline was very fair. He did not believe in unnecessary discipline.’


William Bakewell, seaman, Endurance


 


‘I almost found him rising to his best and inspiring confidence when things were at their blackest.’


Frank Hurley, photographer, Endurance


 


‘I do not think there is any doubt that we all owe our lives to his leadership and his power to make a loyal and coherent party out of rather diverse elements.’


Reginald W. James, physicist, Endurance


 


‘No matter what turns up, he is always ready to alter his plans and make fresh ones, and in the meantime, jokes, and enjoys a joke with anyone, and in this way keeps everyone’s spirits up.’


Frank Worsley, Captain, Endurance


 


‘He was a tower of strength and endurance, and he never panicked in any emergency.’


Walter How, seaman and sail maker, Endurance


 


‘He was essentially a fighter, afraid of nothing and of nobody, but, withal, he was human, overflowing with kindness and generosity, affectionate and loyal to all his friends.’


Louis C. Bernacchi, physicist, Discovery


 


‘He led, he did not drive.’


G. Vibert Douglas, geologist, Quest


 





TEN QUESTIONS TO TEST YOURSELF




	
Churchill said, ‘Personally, I’m always ready to learn although …’. Complete the saying.





	
In your own life, who do you consider to be the leaders around you?





	
What is it that makes you want to follow each particular leader?





	
What characteristics of these leaders don’t you like?





	
Who would be your ‘critical friend’ to give you leadership feedback? If you can’t name one, who would be a good person for you to build this relationship with?





	
As a ‘fly on the wall’ what DON’T you want people to say about your leadership?





	
What DO you want them to say?





	
What do you know is important to change to get the commentary you want?





	
Did Einstein think that knowledge is more important than imagination, or that imagination is more important than knowledge?





	What is your current leadership outcome?
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Seven styles of leading


In this chapter you will:




	be clear that there is not one best leadership style


	understand your current leadership style


	be introduced to other leadership styles, and when they may be useful


	have explained how the techniques in following chapters support your leadership attempts





 


‘Ultimately, Shackleton is a success because, in him, we catch glimpses of who we want to be.’


Jonathan Karpoff, University of Washington


Introduction


The answer to the question ‘How do I become a leader?’ is elusive. Professor Bernie Bass has identified over 3,000 studies on leadership. During the 1990s, ten academic papers a day were being published on the topic. And the conclusion is that there is no one leadership style that fits all circumstances. Studies of ‘great’ leaders that explore their personality, characteristics and qualities do not give the answer either. Ralph Stodgill in the 1950s conducted a study of ‘great’ leaders to identify their common characteristics. His findings were inconclusive. He found ‘that 50 years of study have failed to produce one personality trait or set of qualities that can discriminate between leaders and non-leaders’. In 2010 it is still the case that there is no single answer to how to lead. We do, however, believe that there are some strong tools that YOU can use to decide what to do in any given scenario.





Insight


Often your first leadership role comes with a promotion or new job. Leaders feel they can’t ask for guidance because it may be a sign of weakness, so they fret or worry that others will find out that they are unsure. Too much energy is lost before recognizing that this is a new skill to learn.





Any hunt for the ultimate answer to how to be a leader is further confounded by an examination of the biography of leaders, who were often successful at some times and not at others, for example:


 




	Churchill is seen as a great war leader during the Second World War. Yet he was viewed as a failure in the 1930s, and was rejected by the British people, losing the General Election in 1945.


	Margaret Thatcher was seen as a great leader in her prime from 1979. She was unceremoniously dumped in 1991 by those who had been her followers.


	In sport a soccer coach, Brian Clough, took two teams, Derby County and Nottingham Forest, to success at home and in European competition. He left to lead another club, Leeds United. That team memorably rejected him in 40 days. He then resumed a successful career at Nottingham.


	Barack Obama led well in his nomination and presidential races and time is yet to tell us his record in office.





Another factor that makes the hunt for the answer problematic is that in many ways and at many times each of you have been a sucessful leader, whether you have led a sports team to success, had success with a project, made a successful sales presentation, or created a well-working business team. The question is whether what you have done in the past will be appropriate for what you wish to achieve in the future.



Your current leadership style


Why do you need to explore your current understanding of your leadership style? Malcolm Knowles in his studies on adult learning has shown that adults must build on and shift their old patterns to absorb new understanding. You will know this is true when someone tells you how to do something that you already think you know how to do. Your reaction is likely to be ‘why should I change – I already know this and I resent someone asking me to change my pattern!’ So you may not change. You may not know that there are other ways. To change and learn and stay ahead it is healthy to explore your current view of leadership, compare your view to others’ views, and where there is a gap that you wish to fill, you will take action to learn. We invite you to take your first step to explore your current understanding.





Exercise: Leadership Styles – Self


You will have read the quotations in Chapter 1 about the range of leadership styles that Shackleton’s followers observed. This exercise allows you to identify your perception of the styles you use most, and use least. Listed below are some statements about leadership behaviour. Indicate how often you engage in the behaviours, using the scale below to respond to each statement. Please place a number from 0 to 4 in the space beside each question. Be honest with yourself.


The numbers 0 to 4 have the following meaning:


 






	0


	  =  


	never







	1


	  =  


	hardly ever







	2


	  =  


	sometimes







	3


	  =  


	fairly often







	4


	  =  


	frequently, if not always








 






	1

	 ______ 


	I give a clear vision of what we need to accomplish.







	2

	 ______ 


	I provide followers with a clear view of the goals we want to achieve.







	3

	 ______ 


	I inspire others by focusing on the values and beliefs of the team.







	4

	 ______ 


	I put forward ideas that challenge my followers’ ideas to provide them with the stimulation to change.







	5

	 ______ 


	I intervene only when there is a problem.







	6

	 ______ 


	I give my followers a reward when they succeed.







	7

	 ______ 


	I coach each follower to succeed.







	8

	 ______ 


	I only change things when they go wrong.







	9

	 ______ 


	I act as the ‘motivator’ for my team.







	10

	 ______ 


	I make it clear to my followers what they have to do to be rewarded.







	11

	 ______ 


	I mentor each follower.







	12

	 ______ 


	I allow my followers to decide how to reach their goals.







	13

	 ______ 


	I am viewed as someone who others wish to follow.







	14

	 ______ 


	I help my followers to look at their problems differently to provide resourceful choices.







	15

	 ______ 


	I provide my followers with the opportunity to do their best.







	16

	 ______ 


	I give rewards and promotions for excellent performance.







	17

	 ______ 


	I advise each follower.







	18

	 ______ 


	I make sure followers know when they have achieved their goals.







	19

	 ______ 


	I encourage rational problem solving.







	20

	 ______ 


	I believe I have gained the respect and trust of my followers.







	21

	 ______ 


	I make sure followers have evidence of goal achievement.








Scoring


Now transfer your responses above to the scoring sheet below, which has three questions for each of seven leadership styles, and total your results.


 






	Management by Exception


	Contingent Reward







	Q.5    _____ 


	Q.6    _____ 







	Q.8    _____ 


	Q.10  _____ 







	Q.18  _____ 


	Q.16  _____ 







	Total _____ 


	Total _____ 








 






	Management through Intellectual


	Stimulation Objectives







	Q.2    _____ 


	Q.4    _____ 







	Q.12  _____ 


	Q.14  _____ 







	Q.21  _____ 


	Q.19  _____ 







	Total _____ 


	Total _____ 








 






	Inspirational


	Individualized Consideration







	Q.3    _____ 


	Q.7    _____ 







	Q.9    _____ 


	Q.11  _____ 







	Q.15  _____ 


	Q.17  _____ 







	Total _____ 


	Total _____ 








 






	Charismatic – Idealized Influence







	Q.1    _____ 







	Q.13  _____ 







	Q 20  _____ 







	Total _____ 








Plot your scores


You have a total between 0 and 12 for each of the leadership styles. Please now transfer the scores above to the web below – 0 is the centre, 12 is on the outside. Mark your scores and join each with a straight line.


[image: Image]


Figure 2.1 The leadership grid.


What styles do you use?


Bass identified six types of leadership style in his analysis of the 3,000 leadership studies. An additional style, Management through Objectives, is identified by Robert Dilts in Visionary Leadership Skills. to make the seven you work with in this book.


You have identified your perception of your strength in each style. A score of 12 means that on three behaviours that describe the style you believe that you ‘frequently if not always’ use that style. A score of 0 means that you believe you ‘never’ use that style. Note your two preferred styles, and your two least preferred styles.


 






	Preferred


	 Least Preferred







	________________


	 ________________







	________________


	 ________________











Leadership profiles of great leaders


You may wish to compare your leadership scores, from your self-perception, to those of great leaders. Bass and Avolio used a similar assessment on ‘world class’ leaders using details from the leaders’ biographies. The scores are adjusted to fit with the 0–12 scoring scale used in this chapter. Only five of the seven styles are considered: Inspirational and Management through Objectives were not measured. It is interesting to consider the range of styles used and the impact that these leaders had and to compare your rankings against these leaders (see Table 1).



Table 1



[image: Image]





Exercise


To consolidate your views on your styles, read the descriptions of each style in Table 2 on pages 22–24. The left-hand column describes what the style is like; the right-hand column describes how leaders behave within that style. Read each description and decide if that is indeed your style. You may confirm your view by your judgement on how often you use the phrase or words that go with each style. This is an enjoyable exercise to reflect on how your language reflects your leadership style.





 





Insight


Everyone can increase self-awareness about their leadership by knowing the styles they currently use. Then don’t just keep doing what you always do if difficulties exist! Get flexible.





 






Table 2







	What leaders do


	How leaders speak and act







	Management by Exception
Only intervene when the outcome will not be reached. Then give negative feedback and implement corrective action.


	Your behaviour:
Check if objectives have been reached, and take no action if everything is on course.
See little need for praise or guidance.
You would say:
‘No news is good news.’
‘I don’t like that …’
‘Are we reaching the objective?’
Followers find acceptable behaviour by accident.







	Contingent Reward
Rewards are given that depend (are contingent) on behaviours displayed by the followers.Identify rewards for each follower.


	Your behaviour:
Identify rewards for each follower.
Negotiate rewards for success.
Value incentive schemes.
You would say:


‘If you do X, I’ll give you Y.’
‘So, no X, no reward.’
‘What Y do you want for doing X?







	Management through Objectives
Make sure followers have agreed outcomes. Encourage followers to use their own capabilities to reach the outcomes.


	Your behaviour:


Work with followers to set objectives.
Set up systems to measure performance against target.
Discuss what people will achieve rather than how.
You would say:


‘Is your objective SMART?’
‘Have you met your target?’
‘If we’ve started it we’ll do it..
‘Are we where we are meant to be by now?’







	Intellectual Stimulation
Use own ideas to compel followers to rethink their ideas. Emphasizes rational problem solving and intelligent thinking.


	Your behaviour:


Challenge such thinking and stimulate alternative approaches.
Value other ideas and want to know how they would work.
Apply a rigorous analysis of the pros and cons of solutions.
You would say:


‘What problems do you see?’
‘What ideas do you have for solving it?’
‘How else might you do that?’







	Inspirational
Inspires followers through ‘cheerleading’. Emphasizes values and empowering belief in future possibilities.
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